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CHAPTER I
THE PROBLEM AND DEFINITIONS OF TERMS USED
The complex educational program that has emerged
from the days of the one-room school to the highly organized
school districts to today has led to specialization, which
is intended to make possible the most efficient and effective
functioning of all staff members, teaching and nonteaching.
The group of nonteaching personnel is the subject of
this paper.

Their contact with the public may have an

important effect on the public relations program.

This

paper will examine some of these effects and will attempt
to advance a program that may improve the role of the nonteaching staff member in effective school community relations.

I.

THE PROBLEM

Stat~~ of the problem.

It was the purpose of

this research paper to determine the place and importance
of the noninstructional staff in a program of school community relations.
Importa~ of the study.

Maintenance, clerical,

custodial, secretarial, and special service personnel are
essential in insuring the success of the instructional program.

"They are much more important to the effectiveness of

teaching than is generally or traditionally indicated by
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either professional or community attitudes" (11:319).

A

comprehensive plan of school community relations must draw
upon the contacts, both individual and group, which the
nonprofessional employeees can provide.

II.

DEFINITIONS OF TERMS USED

School .£2.._mmunity relations.

Throughout this paper,

school community relations will refer to the desire to
bring a harmonious working relationship between the schools
and the public which the schools serve.
Public relations.

For the purposes of this study,

the terms school community relations and public relations
will be used synonymously.
Noninstructional and nonprofessional staff.

These

terms will be used synonymously and interchangeably to
indicate school personnel not directly engaged in the
instructional program.
Colll!ill!nity.
district.

The people who live in a given school

CHAPTER II
PRINCIPLES OF A SCHOOL COMMUNITY
RELATIONS PROGRAM
In the United States many millions of dollars are
spent by private business annually to keep public good will
and to sell services and materials to the public.

Private

business has long realized the necessity of keeping stockholders informed by regular reports of earnings, status of
business, and systematic balance sheets.
All the people are the stockholders in the schools
and they have the same desire and right to be informed concerning their stake in education as the stockholders in a
private business.

School officials arrl employees must decide

whether the public will be intelligently and completely informed, or whether the public will be partially and incompletely informed through rumor or hearsay and thereby turned
into passive supporters or even antagonistic towards the
schools (15:700).
Since the basis for a school connnunity relations
program is information for the public, the paramount task
of school administrators and employees involved in this program is to secure, to organize, and to present that information to the public.

Olsen states:

If you want somebody to support your program, be
sure that he fully comprehends its values and shares
with personal satisfaction in its development. Thus
you may build both passive consent and active support
for that program (14:335).
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I.

PRINCIPLES

Certain principles and guides underlying the formulation of policy and the preparation of detailed plans will
be considered in this chapter.

The following are suggested

as a body of principles on the basis of which a functional
school public relations program involving the noninstructional staff may be organized and put into operation.
l.

Democratic social institutions are the
instruments inaugurated by the people
for the achievement of their social
purposes and consequently have no fundamental value apart from purpose, nor
sanctity apart from the wishes of the
people.

2.

The role of education is unchanging; however, the specific organization through
which formalized education takes place
must be considered purely transitory.

J.

Democratic social institutions rest on
public confidence which, in turn, depends upon the honesty and sincerity of
institutional functioning. Public confidence in the public schools is the
product of the popular concept regarding
the school and of popular understanding
of the educational function. Informational materials have value only so far
as they are adjusted to an adult audience.
A public which is as fully informed as
possible provides the only sound basis
for supporting public institutions and
changes required.

4.

Conceptually the public school is an
impartial democratic social agency which
operates on the central tendency in public
opinion and which will always be subject
to criticism by ultraconservatives and by
ultraliberals, the extreme right and the
extreme left wings of public opinion.
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5.

The theory of democratic institutional
authority definitely limits the purpose
and method of the school public relations
activity since enlargement or contraction
of institutional activity, or any other
significant change, is recognized as being
a function of the people. The interests of
all people are superior to those of the
teaching profession or any other minority
interest group.

6.

The public school exists as an institution
through which cultural differences are
harmonized. It must avoid the creation of
social conflict. School public relations
must avoid all implications of propaganda
with its present-day connotations. School
public relations is a justifiably worthwhile activity only as it proves to be
truthful, sincere, uncomplicated, and
understandable.

7.

The partnership concept of public education
in the United States requires the stimulation
and sustenance of active interest and intelligent participation of parents in the educational program. Silent partners are as
desirable in public as in private business.

8.

Public relations is an interpretive activity.
It constitutes a process of adult education
in the purposes, values, conditions, and
needs of public education. The method of
school public relations demands the application of the laws of learning and the constant
dissemination of information.

9.

The process of school public relations is
cooperative in nature, and its success is
contingent upon the active and intelligent
participation of every institutional agent.

10.

The legal responsibility for determining the
school public relations policy and the approval of means for making policy effective rest
with the educational legislative body--the
board of education.

11.

The children's part in the school public relations program should be limited to developing
their understanding and appreciation of the
purpose and value of all social institutions

(11:156-157).
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II.

STANDARDS

When the schools give out information to the public,
they must not only consider the principles involved, but
also certain standards of ethics in the dissemination of
this information.

Information concerning the schools should

at least conform to the six following standards:
Truthfulness.

The first standard of a good school

information program is truthfulness.

People are entitled

to the truth about their schools, and usually are not satisfied until they do know.

If any attempts have been made to

deceive them, then they will be aware of any attempts to
"cover up" or "gloss over" information that has been given
them.

rtAll the truth that is fit to tell should be the

informational policy of the school" (15:703).
Unselfishness.

The second standard, unselfishness,

is closely allied to the first.

School information should

not be for any purpose other than the desire to promote
the welfare of pupils and the school program.

Any attempt

to build up the prestige or reputation of school officials
or employees should not be a part of its purposes.
Continuousness.

The emphasis should be placed on a

continuous program which appears from day to day rather than
on spasmodic information such as given out during a campaign
for money or aid.

This should not be construed as meaning
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not to attempt a campaign if it is necessary, for if the
day by day program has been effective, then the publicity
campaign will have a better chance of success.
Clarity and interest.

Information that is intended

for use by the public must be presented in a clear and
interesting manner.

In the presentation of this information,

school officials and employees must keep in mind who is
receiving this material, the cultural pattern, and the
different intellectual levels which are found in the community.
The information must be received not only by the
people directly connected with the school, but also by the
"court of last resort," namely the general public.

The per-

son responsible for seeing that diverse groups receive information is the superintendent of schools or a person designated
by him.

The information that is sent out may appeal to the

whole group, or it may be necessary to prepare special information for only one group; for example, teachers will require
certain types of information that would not be appropriate
for another group.
Proper amount and desirable balance.
writes:

Ward Reeder

Although most schools make the mistake of not pro-

viding enough information, a few school systems devote too
much time in telling of their programs and accomplishments.
The public, in the last instance cited, would regard the
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schools more highly if they spent more time in "doing their
work" and 1 ess effort in telling about it.

The best public-

ity a school can receive comes from good work, arrl it should
never be neglected (15:702-706).
Besides proper quantity, school information should be
balanced, with each aspect of the program receiving its fair
share of coverage.

In a study by Farley, it was found that

many types of information, such as that on extracurricular
affairs, are being emphasized in which parents are only
secondarily interested, and that the ones most desired are
being neglected (6:208).
Flexibilitz.

"The past few years have demonstrated

that many traditional ways of working and living have been
upset.

As a result, many people have encountered an unpre-

cedented variety of new problems and new interests" (10:7).
A good public relations program must be flexible.

It

must be capable of change with changing needs of treschool,
conditions in the community, and personnel of the school
staff.

The program directors must be constantly in touch

with the pulse of public thought and responsive to public
opinion.
If the community shows troublesome blind spots, or
if pressure groups or professional 'patriots' launch
attacks on the teachers, textbooks, or methods, the
machinery should be flexible enough to enlist, with
minimum time and effort, leaders of the community in
a cooperative effort to educate the community and
prevent serious damage (6:208).
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III.

A PROGRAM OF PUBLIC INFORMATION

After the principle and standards for an effective
school community relations program have been established,
the next consideration should be a program to implement
these factors.

Following are the steps that may be used in

initiating and putting into smooth operation a program of
public information.
1.

Formation of a Public Information Committee
of school officers, teachers, and lay leaders
in approximately equal numbers to advise, to
aid in making policy, and to serve as liaison
with the community.

2.

Selection of a director of public information.
In communities of 25,000 or more population,
a full-time, specially trained director may
be employed. It may be wise to use the title
Director of Adult Education and Public Relations
and to have the position include responsibility
for classes of adults. In smaller communities
or in separate schools within a larger system
the superintendent, a principal, a committee,
or a teacher with appropriate abilities and
interest, might be in charge.

J.

Establishment by the director of lines of
responsibility and authority into all departments and levels of the school program. With
the support of the superintendent and the
advice of the Committee, an organization for
carrying forward the program should be set up.
Teachers, P.T.A. officers, and even some students should have assigned responsibilities.

4.

Survey of the community's knowledge, opinions,
and attitudes. Formal opinion polls might be
used, as well as informal surveys carried out
by teachers, pupils, and parents.

5.

Thorough study of the community, including
character of population, cultural agencies,
economic forces, social problems, etc.
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6.

Survey of the extent to which the school is
meeting the needs of the community. In both
this and trn community study, teachers and
pupils should participate.

7.

Arrangement of all the material gained to
provide a public information plan for the
school year.

8.

Activation of the program.

9.

Continuous evaluation of the results (6:2-8-209).

CHAPTER III
PLACE OF THE NONINSTRUCTIONAL STAFF IN
SCHOOL COMMUNITY RELATIONS
"The cross section of nonteaching personnel in the
schools is the most neglected in the entire field of school
public relations" (11:208).

They are relatively unrecognized

in the school for their contributions to the instructional
program; and many times are unknown and unrecognized as part
of the school by the general public.

Since the goal of

providing complete information to all segments of the
community is one of the objectives of public relations, the
neglect of this group of school personnel creates a gap in
school contact with the people and represents a weakness in
the program.

I.

RELATION OF JOB TO COMMUNITY CONTACT

Secretarial and clerical personnel.

This group of

school employees, in most instances, provides the initial
contact between the school and the community.
be thoroughly familiar with the school program.

They should
They will

have the opportunity to meet teachers and students under all
possible conditions.

The manner in which they conduct them-

selves will greatly affect the impressions of both the school
and the person they have contact with.
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"The school secretary should appreciate keenly the
importance of diplomacy, cooperation, pleasantness, and
appropriate reticence" (6:393).

In dealing with complaints

the secretary should realize that it is not her responsibility
to give·or make explanations, but to assure the person who
is making the complaint that the matter will be taken care
of by the principal or other authority, and may even suggest
that the complainant speak to that person.
Custodial personnel.

Many schools around the country

reveal that the "old-time" janitor is rapidly being replaced
by the new type of intelligent and trained custodian.

The

school plants today are much larger and have much more
mechanical and electrical equipment than those of the past.
They also have different type floors, furniture, and appointments; thus requiring more skill and knowledge in operation
and maintenance.

Higher salaries, pension systems, and

tenure have a tendency to attract more skilled men to these
positions.
The custodian must realize that he is a public
relations man, both inside and outside of school.

School

buildings are being used more and more as community centers,
where the public is brought in for entertainment, education,
meetings, and recreation.
ing the public (17:16).

The custodian is constantly servPaul W. Seagers wrote:

His manner, attitude, and service are criteria
by which many people judge the school and its
administration. Instead of resenting the public
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use of the school building because it causes more
work, the thoroughly competent custodian is glad
of this use because it provides opportunities for
wider usefulness of the school and thus further
justifies his position and importance. The kindly
welcome, the pleasant smile, and the helping hand
from the cheerful custodian may go a long way toward extending the friendly relations of taxpayers
and the school authorities, and help in obtaining
more generous support of the yearly budget (17:16).
The custodial staff, more than any other classification of school employees, has contacts with an appreciable
number of people in the community who are not readily reached
by any other school employees (11:324).
The typical custodian has probably lived longer in
the community than any other school employee, and therefore
usually knows more people.

This is particularly true of the

custodian in the smaller community.

The custodian sees and

hears much concerning the school, and he is in a position to
say much, and quite often he does.

What he says concerning

the school is often accepted as being true by a large percentage of the people.

Many of these people have faith in him

because he is often their only source of information concerning the school (16:186).
If the custodian is always critical of the system or
his superior officers, he is of little value regardless of
his skills.

If he is a booster, understands the policy and

purposes of the school and can express this to the public,
he is almost priceless (17:16).
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Principals and superintendents who make an
attempt to get well acquainted with their custodians
and treat them with the same respect and courtesy
they give teachers will usually be repaid by the
interest and pride the custodians take in working
to maintain the physical facilities and foster good
relations with the public (6:393).
Reeder states:
It is apparent, therefore, that the custodian
is an important public relations agent. He would
be an important agent even though he said nothing,
because his work, his personal appearance, and his
every action make favorable or unfavorable impressions
upon the pupils, the school employees, and the general public (16:186).
Maintenance personnel.

A maintenance employee has

various contacts with school personnel:

the superintendent,

principal, teachers, clerical staff, and custodian.

In the

performance of his duties he will also have informal contact
with the children.

Maintenance employees must identify

themselves as being an integral part of the school program,
understand the policies of the school, and recognize the
importance to themselves and the school system of sharing
their knowledge with the people they know and meet (11:324).
Service personnel.

A number of nonprofessional mem-

bers of the school district perform necessary services other
than those mentioned.

Illustrative are the school lunch-

room employees, and school bus drivers.
Increased school enrollment has resulted in an
expanded program of school lunchroom services.

This has

added a considerable number of school lunchroom workers to
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the noninstructional staff.

The personnel involved in this

program have frequent contact with the children and teachers.
Special occasion food services have also provided the lunch
room personnel with opportunities for meeting a number of
people living in the oommunity.

In addition, they have

contacts with the deliverymen and salesmen who supply them
with commodities.

All these make for opportunities for these

personnel, by the contacts their jobs provide, to help further public relations between the school and all segments of
the school community (11:323).
School bus drivers are an additional group of school
personnel who can aid in promoting and maintaining a good
public relations program.

The bus driver's principle con-

tact is with his student passengers.

Reeder stated:

Because of these pupil contacts, the school bus
drivers are important public relations agents. Moreover, they greet daily a large percentage of the
pupils' parents, and they can greet them properly or
improperly. In every way, school bus drivers are
important public relations agents for the schools (16:188).

CHAPTER IV
ESTABLISHING A PROGRAM FOR THE ORIENTATION AND
TRAINING OF THE NONINSTRUCTIONAL STAFF
I.

SELECTION AND QUALIFICATION

The formulation of policies orientating all personnel
to their specific school jobs is developed by the school
board and carried out by the superintendent.
The training each member of the noninstructional
staff receives must impress him with the importance which
his contacts, however few or numerous they may be, have for
the school community relations program.

A good training

program would aid the noninstructional staff personnel to
become aware of the nature of school, its place in the
community, and the responsibility every member plays in
maintaining and improving school community relations.

It

is up to the individual districts to determine the exact
method and time required for carrying out this program (11:321).
The school community relations program can be
improved and strengthened provided certain essential
elements are given a place of importance in the selection
phase of the personnel function.
1.

Careful consideration is given to the task of
matching the man and the job. This means that
each job is analyzed (job description) in terms
of its duties and responsibilities. The job
description furnishes the basis for defining
in detail the nature and scope of the job, and
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a description of the type of person required to
perform it effectively. The job specification
generally includes the minimum qualifications
for employment.
2.

Characteristics of the man required to perform
the job are described as carefully as possible.
Such characteristics as experience, physical
requirements, mental ability, age, education,
and personality are defined in relation to the
job to be filled.

3.

Devices to be used to identify the extent to
which the applicant possesses the characteristics needed to perform the job are predetermined. It is worth repeating that the
devices used will vary from system to system.
Use of the interview, recommendations, and
application blanks is standard operating
procedure for most school systems. The use of
tests, in an attempt to supplement subjective
judgment with more objective information, is
increasing.

4.

A system of job classification is established
on the basis of job descriptions and specifications. The classification system may
be used as the basis for the compensation
structure for noninstructional personnel.

5.

The administration, including the board of
education, the chief executive, and the administrative staff, should not only understand
the relationship between the selection function
and staff quality, but they should plan continuously to make the selection program more
effective (4:220-221).

The crucial role involved in this selection process
is such that it demands constant attention on the part of
the school administration if it is to function effectively
from year to year.

There must be continuous improvement

to make the standard selective devices, such as the application
blank, the interview, and reference file completely satisfactory.

The ultimate test of the selection process is how

well each member performs his job.
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In summary, the selection program and how well it
functions should be kept under constant study to the end
that the school district will be able to secure and retain
the competent noninstructional personnel it requires (4:222).

II.

CLASSIFICATION

A job classification system offers a potential means
of classifying each noninstructional position in terms of
duties and qualifications for each class of position.

Such

a plan involves:
1.

A personnel classification plan which has been
authorized by the board of education.

2.

Graduation of positions within each general type
of service is such as to offer a basis for
promotion.

J.

The general nature of the duties expected of
each class of positions is defined in the
classifications.

4.

Minimum educational and personal qualifications
and special training requirements for appointments to each class of positions are stated.

5.

Provision is made for periodic reviews of the
classification plan and for reclassification
of positions (12:103).

The use of the job classification technique is a
rather specialized field and has many implications which
should be delegated to a specialist if available.

It was

treated in this paper as a technique by which the school
community relations program could be strengthened by a
program of personnel improvement.
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III. IN-SERVICE TRAINING
Establishing programs for personnel development are
an essential function of school administrators.

In-service

educations programs have been developed primarily for professional personnel.

This has been done despite the fact that

the noninstructional staff provides essential services necessary for carrying out the school program.

This dependence on

the noninstructional staff by the professional staff for their
contributions to the total program necessitates a plan of their
own.

Castetter has emphatically stated his opinion as follows:
1.

Training of noninstructional personnel is
inevitable in every school system, whether
by formal or informal means, by plan or by
chance, and whether effective or ineffective.

2.

Training makes the difference between operating efficiency and inefficiency.

J.

Noninstructional personnel contribute to
realization of the educational program.

4.

Machines, tools, and building equipment operated by noninstructional personnel are becoming increasingly numerous and complex, and require more extensive training.

5.

Money wasted on incompetent personnel reduces
the funds available for the support of the
educational program (4:269).

More attention should be given in training noninstructional staff members in the areas of educational
understanding.

Each of these staff members should know

how to do his job effectively an:i efficiently, but it is
far more important that they acquire the insight into
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understanding the whole program of education.

This involves

more than just training the noninstructional staff to be more
competent in performing their jobs or acquainting the professional staff with the duties and responsibilities of the
nonprofessional.

The nonprofessional must be brought closer

to the professional staff by a program of mutual interaction.
This seeks to develop common purposes and common goals which
must be attained before an effective school community relations program can be realized (19:229).
There are two fundamental points that must be kept
in mind when developing an in-service program.

These two

factors are the recipients of the service, and tl:e agencies
and institutions which provide these services.

As the

organization and operation of the program develop, attention
should be focused on such points as:
1.

Initiation - Circumstances must prevail wherein it is relatively easy to get in-service programs under way. The approach must be simple.
The lid should be taken off and people given a
chance to do what they know needs to be done.
The important point is that the initial steps
not be so difficult or so complex that people
who really need help or who are in a position
to give important services are discouraged from
taking them.

2.

Planning - Responsibility for planning any
in-service program should be shared by those
who receive the service and those who provide
it.

J.

Finance - The in-service program should be so
financed that nobody in the state will be
deprived of services essential to the effective
operation of the schools in the district because of lack of funds.
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4.

Orientation - Its orientation should be in
harmony with the philosophy of the school
district. It should be related to problems
that actually exist, that are alive, and that
are of vital concern to the persons receiving
the service.

5.

The point of beginning - To start where the
people are--a well established principle of
teaching and learning--is as essential to an
in-service program as it is to any aspect
of the educational enterprise.

6.

Know-how and knowledge - The in-service education program that is not fully committed to imparting knowledge and understanding as well
as to developing know-how is not worthy of being
well supported or long sustained.

7.

The individual - The individual's role in an
in-service program must be an active one.

8.

Personnel - The people who take major responsibility for making the contacts and providing
the services that constitute a total in-service
program must be capable, thoroughly informed,
and successful in working with mature people.

9.

Flexibility - The element of flexibility is
predominant in any in-service program that is
problem oriented and adapted to the needs of
the local district.

10.

Team spirit - People who receive help through
an in-service program should not get the impression that they are being talked down to or that
they are being regarded as unequals of the
people providing the service.

11.

Simplicity - An in-service program is likely to
be most effective in its early stages if it is
simply organized, and if it does not become
involved too early in a problem that is so
complex that a long time will be needed before
it can be resolved.

12.

Resources - The in-service education program
should draw on a wide variety of resources-information, materials, and personnel--outside
as well as inside the field of education.
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13.

Policy - After careful study, the local school
board, following recommendation of the superintendent, should develop a policy within which
an in-service program can be developed and
operated.

14.

Payoff - The in-service program must stand up
well under the rigid test of usefulness (1:67-76).

The central administrative staff is responsible for
initiating, planning, coordinating, and appraising the training program.

When planning a program, the philosophy and aims

of the school must be kept clearly in mind.
A review of the literature revealed that a minimum
program of in-service training should include:
1.

First general conference after the employee has
been hired - The orientation session could be
used as a means of acquainting the employee with
the school facilities. The superintendent or a
designated head could structure this period in
the form of an interview. The session should
be rather informal, with the purpose of making
the employee feel welcome and a part of the
school team.

2.

An organized orientation meeting - The administrative head or designated personnel would give
the general aims and purposes of the school,
with emphasis on the importance of each individual's job in the total school program. The program should be structured to include the superintendent, principals, and administrator in charge
of noninstructional personnel. One of the primary purposes of this session would be to give a
careful job description for each classification
of employee. If at all possible, a detailed
written job description of responsibilities for
the particular employee, including an attempt to
relate this to the overall aims of the school,
should be provided. Allow time for questions.

J.

Follow-up - A regular schedule of meeting, depending on the particular school and circumstance,
should be taken into consideration when planning
for the extension of this service.
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4.

Communications - Provision should be made for
easy contact between the employee and the person
in charge, especially at the beginning of the
program.

CHAPTER V
CONCLUSIONS
School leadership cannot overlook or discount the
role of its personnel as school community relations agents.
If contact with all individuals and groups in the community
is to be realized, all personnel must participate.
Nonteaching staff members are an important part of
the school and are an integral part of the school public
relations program.

To meet this challenge of community

service, they must be carefully selected under a wellplanned selection procedure and become thoroughly informed
of the purposes and philosophy of the school.

This can be

realized through a carefully thought out program involving
the school board, the superintendent, supervisors, and the
remainder of the staff.
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